Introduction
Drawing from almost two decades of Corporate Performance Management (CPM) projects, Rinedata has created a series of whitepapers as a useful guide for our customers and prospective customers. This "Expert Series", broadly discusses the entire scope of CPM. This booklet has been compiled for the benefit of organisations considering CPM and those who want to get more value from their existing investment.
CORPORATE PERFORMANCE MANAGEMENT: SILVER BULLET OR LEAD BALLOON?
Corporate performance management (CPM) solutions are one of the fastest growing software markets in the world today. Gartner group estimates that the global market for CPM reached around 2.97 billion dollars in 2014, a year on year growth rate of around 19%
1 , but what exactly is CPM and what benefits do such solutions offer?
Business intelligence and CPM
Perhaps the most succinct definition of CPM comes from Gartner, who state that,"CPM is an umbrella term that describes the methodologies, metrics, processes and systems used to monitor and manage the business performance of an enterprise."
2 From this perspective, today's CPM applications can trace their heritage back to the early dashboarding systems of the 1980s. Essentially, these executive information (EIS) and decision support systems (DSS) utilised the then emerging personal computer to present business data in a way that allowed executive teams to carry out basic multidimensional "slice and dice" analyses and drill-downs. Such systems were often static and allowed a limited level of analysis, nonetheless, they whetted the appetite of corporate decisionmakers for actionable information and as a result the deployment of such systems grew significantly.
In 1989, in an effort to impose order onto the competing claims and definitions of DSS and EIS vendors, Gartner analyst, Howard Dresner, proposed Business Intelligence (BI) as a catch all term that described the utilisation of "concepts and methods to improve business decision making by using factbased support systems." Over the intervening years this term has gained popularity and is now used to define a broad spectrum of applications that provide structured analyses to knowledge workers at all levels of the enterprise.
CPM then, takes this concept of business intelligence as a strategic reporting tool and extends it throughout the enterprise as a platform that incorporates the major business planning processes such as strategic planning, budgeting and financial consolidation into a single "closed loop" system.
The market today: acquisition and consolidation
Initially many vendors in the nascent CPM market were BI software houses and few provided comprehensive solutions that incorporated all of the business processes that the above definition of CPM demands. In fact, many vendors sold point solutions that addressed only isolated aspects of the planning and reporting cycle. However, over time the best of these developed organically into more complete offerings.
A wave of acquisitions by ERP companies seeking to improve the appeal of their products has meant that the current CPM market is composed of a selection of independent solution providers such as Tagetik alongside major suppliers such as such SAP and Oracle. The latter continue to acquire products and companies in an effort to improve both the breadth of their offerings and their ability to deliver solutions successfully. The main challenge for these large vendors is the time and resources required to integrate their disparate acquisitions into coherent suites that integrate with their core ERP offerings.
What problems does a CPM solution resolve?
As in any emerging, dynamic market place there is some debate about exactly what business processes and technologies CPM incorporates. Each vendor's list of features may vary, but a complete CPM solution should focus on the following issues :
• Strategic Planning. This is the process of defining high level corporate goals, objectives, plans and associated targets that guide the organisation in the medium term. In many businesses the primary issue with the strategic plan is that it has only a limited impact on the daily behaviour of employees. This is because strategies are comprised of programmes, tactics and plans of action while budgets, the result of the principal corporate planning process, are based around ledger account lines and there is little to connect the two. CPM applications resolve this problem by ensuring that targets and objectives in the strategic plan are linked to and drive the contents of the budget. Similarly, they ensure that results are fed back into the reporting process so that execution of the strategic plan can be monitored effectively.
• Scorecarding. For many businesses accurate information about customers and products is vital to driving growth and improving performance, yet the . This influential paper lays out a management framework based around four interlocking perspectives:
• Financial. This is the traditional financial view of company growth and profitability.
• Customer. This focuses on measures that lead to profitability such as customer growth, retention and satisfaction.
• Internal process. This concerns the effectiveness of internal operational processes that lead to the development of successful products and customer growth.
• Learning and growth. This perspective focuses upon those activities which ensure the long term success of the organisation. It monitors measures such as staff development and retention and utilisation of technology.
While many organisations have made use of the concepts of the balanced scorecard, one of the biggest practical hurdles to its effectiveness is that scorecards are often poorly balanced because they focus on what is easy to measure rather than what is required to give an holistic picture of corporate performance. As a consequence internal financial lagging indicators predominate in many scorecards, undermining the whole notion of "balance" within the management process.
Through the provision of enterprise-wide data collection and centralised storage, CPM solutions resolve this problem, ensuring that scorecard measures remain optimally structured with customer and product information. Moreover, CPM solutions provide scalable reporting features that ensure that scorecards can be deployed throughout the organisation, resulting in a performance monitoring solution that remains relevant, up-to-date and balanced.
• Budgeting and Forecasting. The annual budget is a business process in crisis. In many organisations it is little more than a political game whose results reflect the negotiating power of budget holders and managers rather than the overall strategy of the organisation. This problem is only exacerbated by the technologies used to deliver the budget. Spreadsheet budgeting packs often contain logic errors and lack integration with source systems. ERP approaches, on the other hand, tend to lack flexibility and the ability to model different business scenarios. The sad reality is that for many managers the budget is a "once a year exercise in futility", delivering a plan that is inaccurate and out-of-date as soon as it is complete.
CPM solutions address these difficulties by providing facilities that streamline all aspects of the budgeting and forecasting process. They facilitate the errorfree collection and validation of data and provide built in scenario modelling, consolidation and reporting functionality. This means the budgeting process can be completed accurately and rapidly and detailed reforecasting can be carried out whenever external events require it.
• Financial Consolidation and Management Reporting. For most companies with complex group structures the financial close is a process that is fraught with challenges. Data collection is slow and often error prone. The need to deliver financial information in multiple formats using multiple recognition methods is complex and time-consuming. Although ERP applications have made inroads into resolving some of these issues their main drawback is that they are not applicable in enterprises where multiple ledgers are deployed. Furthermore, their reporting facilities often lack the flexibility and advanced visualisation features that add value to the management reporting process.
Unlike other solutions, CPM applications are able to consolidate data from multiple source ledgers. They handle multiple currencies, complex group reporting structures and detailed management and mapping of intercompany transactions. Similarly, they provide unique data visualisation tools and exception monitoring that not only aid the management reporting cycle, but ensure that problems and opportunities do not remain hidden.
• Business Intelligence. One of the issues that used to confront managers was the dearth of actionable information available CORPORATE PERFORMANCE MANAGEMENT: SILVER BULLET OR LEAD BALLOON?
to inform their decision making. These days the situation is somewhat different. The proliferation of static ERP based reports and single source "slice and dice" analysis technologies mean that many managers are deluged with data with no clear way of finding what issues are most relevant and deserving of attention All CPM applications are built on underlying BI platforms that allow data collection from multiple sources, ensuring that a complete picture of the business can be presented to management teams. Furthermore, CPM applications provide advanced exception tracking and guided analysis tools to alleviate "data overload" problems, leading decision-makers to issues within the data.
Corporate Performance Management: A 360 degree view of your business
The elements that comprise CPM solutions are not new. What is original is the way that they have been packaged into integrated suites that support all aspects of the business planning process. CPM applications deliver many benefits to the enterprises that utilise them. They leverage the data that is locked up inside Customer Relationship Management (CRM) systems and ERPs, transforming it into information that can guide vital customer and product related decisions. Similarly, they give decision-makers a 360 degree view of any obstacle by delivering relevant internal and external, financial and non-financial information. This means that rather than trawling the data for outliers decision-makers are able to spend their time assessing the best course of action.
Furthermore, the integrated nature of CPM suites means that debates about the validity of information become a thing of the past. In a similar way, since each step of the planning process is interconnected with shared data and assumptions, the business cycle itself becomes more rapid and more reliable. As a result organisations that utilise CPM are able to respond to challenges in the marketplace more swiftly and are better placed to outflank their competition when opportunities arise. While CPM solutions are no panacea for all corporate ills, most analysts agree than when they are deployed in conjunction with a trusted, expert partner they provide a solid platform for sustained competitive advantage and improved performance. 
YOU CAN PUT LIPSTICK ON AN ERP, BUT IT'S STILL AN ERP.
In today's dynamic business environment there is more pressure than ever to deliver sustainable value growth to stake-holders and the growing enthusiasm for corporate performance management (CPM) solutions can be seen as a direct result of these increased demands. CPM initiatives integrate all business planning and reporting processes into a common technology and process framework. Indeed, as Ventana Research describes it, "performance management is the strategy, methodologies and process of managing the performance of the organisation ... by leveraging assets to achieve a common set of goals and objectives." CPM then, deploys people, processes and technology to deliver benefits to the strategic and operational functions of the enterprise. Of these three components, the choice of the most appropriate technology platform for CPM is often a subject of fierce debate.
"Uh, didn't we fix this already?"
Given the amount of money that businesses have invested in enterprise resource planning systems (ERP) over the last ten years it is not unreasonable that the initial response of many finance teams to CPM is,"can't we do this with our ERP?" Indeed, many vendors implied their ERP solutions would provide exactly the type of benefits that are now ascribed to CPM systems. 
Transaction oriented versus data oriented
The root of these issues is to be found in the DNA of the ERP solutions themselves which developed from the integrated inventory control systems of the 1960s and the manufacturing requirement planning systems of the 1980s. These applications all share a common heritage of driving efficiency through controllable internal enterprise processes. Today's ERP systems are a world away from their forebears in terms of the breadth and depth of the functionality that they offer. They are as multi-modular as they are ubiquitous, managing and integrating business activities throughout many functional departments from product planning and parts purchasing to inventory control, order fulfilment and tracking. Even so, despite their increasing scope and complexity they remain anchored in the standardisation, management and control of business transactions.
This focus makes them inappropriate technologies for the deployment of CPM initiatives since instead of being transaction-oriented, CPM activities are information-oriented. That is, they are driven by the needs of factbased decision-making processes. Similarly, rather than being strictly calendar-based, best-practice business processes tend to be initiated by external factors such as an uptick in sales performance or the encroachment of a competitor into a territory. Consequently, they demand a flexibility and openness to external data which ERP systems find hard to incorporate.
CPM: strategic, flexible and integrated
By contrast, most CPM applications have developed from the pointsolutions of business intelligence (BI) vendors into comprehensive "closed-loop" suites. This means that by their very nature they are openended, information-driven platforms that are designed with strategic and operational use in mind and can encompass all aspects of the corporate planning and reporting cycle.
In contrast to ERPs, this means that CPM technology suites are:
• Strategic and operationally focused. In many organisations the strategic plan is dislocated from other enterprise planning processes. It is composed of highlevel targets, sets of tactics and action plans. The corporate budget, by contrast, is usually based upon ERP ledger lines and there is no formal connection between these account lines and the strategic actions and tactics that are supposed to drive them. CPM applications uniquely bridge this gap by allowing strategies and tactics to be modelled consistently, linking them to financial (and non-financial) measures. While ERPs may have a role to play in collecting performance data that will feed back into the CPM suite, using such a system to manage strategy is like steering a car by turning each of its wheels by hand.
• Provide open-ended, flexible analytics. Because the business environment changes at an ever increasing pace, planning processes must be flexible. Changes in global economic conditions or competitor behaviour mean that managers need to be able to ask different questions about key indicators from month-to-month or even from day-to-day. They need a multi-dimensional view of the enterprise that incorporates sales distributions by product and by region and that flags exceptional activity automatically. They need the ability to analyse multiple business perspectives and to be able to drill down into detailed figures without requesting reports from IT. Unfortunately, ERP solutions are not able to support many of these activities. Indeed, much of the information they provide is still in the form of static reports, which are slow to produce, consume IT resources and do not guide management to problems in the underlying data.
• Integrate internal and external information. CPM suites span the breadth and depth of organisational planning and reporting processes. This means that they are able to integrate data from different internal sources. For the corporate close, for example, they may load and reconcile data from multiple ledgers and restate it using any number of formats or recognition rules. Similarly, they will integrate and surface external data such as the customer and product information stored in customer relationship management (CRM) systems. Moreover, best-of-breed suites provide predictive analytics that enable the organisation to take advantage of emerging market opportunities. While ERPs may provide some of this information, they are historically bound to a financial, internal perspective of the business and so will not deliver the 360 degree view that is vital to driving improved corporate performance.
CPM versus ERP: Efficiency versus effectiveness
ERP platforms drive bottom-line profitability through efficiencies in the back-office processes they automate. CPM solutions do so by reducing cycle times, optimising resource usage and delivering improvements in data integrity. The fundamental difference between these applications is that, in addition to efficiency gains, CPM platforms are designed to enable the enterprise to execute its strategy and to monitor the results on a day-today basis. CPM suites, therefore, not only allow the business to work more productively, but directly support the processes that deliver top-line growth, something which ERPs are unable to do. This conclusion is born out by the recent acquisition strategies of many pureplay ERP providers who have purchased CPM vendors to remedy this functional gap in their offerings. 
Find the pain
It is important to understand that CPM should not be viewed as a one-off technology install. It is both incremental and iterative. This means that any initial implementation will be finessed as strategies and processes evolve.
Therefore the first step in the development of a business case is to locate and analyse a specific, limited-scale business problem. An approach that is based upon addressing a concrete issue will greatly improve the chances of corporate buy-in. Good candidates for such an initiative might be streamlining the corporate close or revising a departmental budgeting process. The key here is to balance the pain of the problem with the scope of the implementation. A highly painful and visible problem will provide more benefit to the business, but may require a higher level of investment to resolve satisfactorily. An implementation of limited scope may provide less immediate benefit, but will prove the value of CPM and deliver a return on investment within a shorter period of time.
Document the process
Once a target business process has been identified, the next stage is to analyse and document each of its steps. The primary objective of this exercise is to identify the "who does what and when" for each operation that the process comprises. Additionally, a list of indicators should be developed to provide a baseline metric for each activity and the process as a whole. Typical measures will be indicators such as cycle time, man-time estimates and use of IT resources.
Care should be taken to ensure that there is an adequate analysis of the "connective tissue" between each activity as this where bottlenecks, delays or errors often sneak into a process. Moreover, there should be a detailed analysis of any system or data bound dependency, as these may form the basis for efficiency gains when the quantitative benefits of the CPM initiative are calculated.
Define the project culture and its goals
With a clear picture of the target process in place, it should now be possible to develop a refined set of project goals and a shared vocabulary. These are vital ingredients of any business case and create a shared sense of purpose and culture for the project.
As a minimum this step should aim to produce:
• Project terms and definitions.
• Key project objectives.
• Process maps and metrics of the target process.
• A set of clearly defined and understood critical success factors (CSFs) for the project.
• Project milestones and timetable.
• A map that links target process metrics to corporate objectives.
While all of these items are important, the most vital activity is detailing the connections between the target process metrics and corporate objectives. This will demonstrate how improvements in the process and technologies deployed in the revised process will have a direct impact on the stated aims and goals of the enterprise. Although each optimisation will vary, the following aspects should be taken in account during the redesign:
Optimise the process
• CPM technologies deliver a centralised strategic information hub and web-based reporting and data collection mechanisms. These will impact the creation, maintenance and distribution of spreadsheets for planning, the rekeying of figures and file uploads in data collection and the management and distribution of reports.
• CPM fosters an increased movement towards a self-service culture with respect to the provision of analysis and reporting. This will mean a reduced reliance on static reports and IT resources and an attendant increase in independent "free-form" analyses.
• A shared verifiable data store that provides "one version of the truth" will mean a collapse in the data driven gaps between process steps. This will reduce the overall process cycle time, increase data accuracy and improve staff utilisation.
Once the redesign is complete, the benefits that it will bring to the previously compiled process metrics should be quantified in terms of time, resources and accuracy. The result will be an optimised process map and a table of estimated benefits.
Develop the Return On Investment (ROI) model
The final stage of building the business case is the development of the ROI model which provides a quantifiable assessment of the benefits that the CPM deployment will deliver. These benefits are derived from two sources:
• Increased efficiencies. These will be delivered through resource rationalisation, improved staff utilisation and from decreased cycle time and increased data accuracy.
• Increased value. This manifests in the form of better quality decisions and by improved management of corporate risk.
While efficiencies tend to be easier to asses, value is where strategic gains lie. (It's certainly possible to be an efficient company, yet still destroy shareholder value through poor decision making.)
The estimated benefits from the redesigned process should then be evaluated in terms of their monetary impact on both efficiency and value growth. One common method to quantify improved decision-making ability is to look at the best performing organisations in a given marketplace and assume that better decisions will be expressed by a percentage shift towards best-practice-level performance. Similarly, better risk management can be assessed by an improved return on R&D investment or better execution in new market segments. A combination of the factors described above ultimately limit the flexibility and usefulness of the product. As this is considered to be a mission critical application, this poses a major risk.
The Changing Role of Finance
To thrive in today's environment, businesses need to harness the power of the data that exists within their organisations. Organisations often find that the raw data they require to operate their business efficiently does exist within the myriad of in house systems they possess. However, translating this into meaningful information, in a timely manner, is often where the problems begin to arise. It is imperative that quality information is delivered to the decision makers on an 'on-demand' basis to ensure organisations retain their competitive advantage.
In a time when cost cutting and headcount have an increased focus, finance departments are being pushed to provide a wider spectrum of services to the enterprise. They are no longer simply the gate keepers to financial information, but rather, need to act as true business partners to the various operations and provide both qualitative and quantative information. Simply put, it is a framework for organizing, automating and analysing business methodologies, metrics, processes, and systems that drive and enhance the performance of an enterprise, thus, facilitating the execution of corporate objectives and strategy.
What is
At the centre of the CPM framework are planning, budgeting, consolidation and analytic applications, all of which use a common, centralised database. This in turn facilitates the 'closed-loop' theory, which is closely associated with performance management. The 'closed-loop' concept assumes common data flows through all of the applications that make up your CPM solution and thus, as business drivers change, plans, budget and forecasts are updated in accordance.
CPM -Next Generation Reporting
CPM has been proven to have a direct impact on the topline performance of an organisation and directly help to automate, manage and streamline business processes. While there are a multitude of benefits you can achieve from adopting a CPM solution, four of the key areas where you can see rapid and tangible returns are: 
The Evaluation Process
When an organisation is confronted with choosing a new CPM system, the decision can often be very confusing and complex. At first glance, all vendors will appear to offer a similar, if not identical solution.
To a degree, this statement is correct. The skill is to clearly and precisely match your internal processes and requirements with the vendor's offerings. Then, evaluate whether they can be satisfied in their entirety, rather than being guided or indeed duped by the vendor to change your processes to fit with their product functionality!
Understand & Assess Business
Requirements:
Before collaborating with the vendors, you first need to assess your business and operational requirements. Then set the strategic goals and associated measures of success. This product agnostic analysis will address what your current procedures and process are, the deficiencies associated with these and what you ultimately require as an end result.
During this first phase, the evaluation team should also be established. It should contain crossfunctional members which will comprise of representatives from all of the key stakeholder groups, especially Finance and IT.
It also imperative that at this stage, 'scoring criteria' is identified so that throughout the following phases, a clear mechanism will be in place to rank the vendors offerings in terms of their understanding of your business issues, product functionality and market presence.
Request for Proposal (RFP) & Initial Vendor Evaluation:
You must now decide who should make the vendor shortlist and also determine under what basis they qualify. Typically, a set of four vendors would be assessed. Do not overlook vendors who are unfamiliar. They could have a better solution or deliver equal functionality for less cost.
Using the business requirements definition as a foundation, you must now create the Request for Proposal (with scoring criteria), that will be submitted to each one of the vendors you decide to evaluate. The RFP will be the primary document which you use to assess the vendors and must represent both finance and IT requirements. It is imperative to ensure that the questions you ask are clear, precise and most importantly, challenge the vendor.
Based upon the feedback from the RFP process and scoring, evaluate the vendors product and hone in those areas which are of particular importance to your organisation's requirements. The outcome of this process will result in further narrowing down the vendors short listed. Ultimately, the goal is to see if any vendor has failed to meet your "must have" and "like to have" requirements.
Vendor Interviews & Proof of Concept:
We would recommend that you consider a proof-of-concept exercise as part of the vendor interview process. This would be a customised demo specific to your requirements.
All vendors can present an impressive demonstration that highlights the standard features most clients ask about. You need to push the vendors into areas that are unlikely to be part of a canned demo such as ease of setup, use and maintenance. Have the demo customised to your particular needs, focusing on the functionality you will use most often. Ask to see how one of your standard reports would look or how the system would handle some of your toughest calculations and logic.
Throughout the entire process, keep in mind that you are selecting not just a product, but a strategic partner as well. You need to determine if their people will integrate well into your team and company culture. Also whether they are financially stable and have a strong vision for the future of the product.
Due Diligence, Final Selection & Negotiation:
Finally, we would recommend you visit at least three reference clients. Use this opportunity to understand their experiences during their process. Although references are advocates for a particular solution, they are generally very honest and therefore, use the sessions to learn about their relationship with the vendor, how the implementation went and of course whether the vendor has been responsive, post the go-live date. In conjunction with the above, independent market analysis should also be conducted to further narrow down your choice.
By conducting a thorough evaluation, organisations can save time, money and most importantly reduce the element of risk. Implementing a flexible and repeatable model for evaluations, will give all stakeholder groups comfort that the evaluation was fair and complete, which will give the resulting project the organisational buy-in it will need to succeed.
A typical CPM adoption strategy tends to focus on the development stages of a project lifecycle, whereas, the vendor selection process often receives far less attention. So why is the vendor selection exercise so important and what are the risks associated with not adopting a comprehensive selection process?
Risk Mitigation

The Market:
The CPM market has experienced rapid growth and turbulence as it continues to mature and converge with BI and enterprise applications. This consolidated market has meant Mega Vendors have eclipsed smaller vendors and new entrants, making it harder for them to get the same consideration. A common misconception is that by limiting the selection to the market leaders, the risk is mitigated; however this argument has its flaws. By dismissing niche or emerging players at the outset, you may be foregoing the chance of working with a flexible, more responsive partner, who could provide an inexpensive solution to your business requirements.
The Sales Pitch:
CPM vendors have an uncanny way of making their products sing and dance to the tune of the prospect. It will appear to the untrained eye that the vendor offering can easily satisfy the requirements set. However, you should question a) how clearly defined are your requirements and b) what has been achieved using the vanilla product and how much customisation has been used.
Communication:
It is generally accepted that vendor selection projects require a steering committee that is cross-functional and made up of representatives from all of the key stakeholder groups, thus providing a forum for balanced discussions. How can we ensure that the stakeholders are effective in communicating their requirements to the committee, and conversely, how can we ensure that they communicate the overall vision to their divisions/operations locally, and thus getting the required buy-in from the entire user community from the outset?
The issues and risks highlighted above are by no means exhaustive but hopefully go some way in proving that the vendor selection exercise is key to the overall success of a project. To this end a clear and comprehensive selection process is essential.
"The CPM market can be very confusing, with many vendors seeming to say the same thing and offering the same functionality and an ostensibly identical or similar solution, we decided we would need the assistance of a specialist consultancy. We probably would have come to the same conclusion but it would have taken another 5-6 months!" Gerry Devanney Group Financial Controller The Premium Aircraft Interior Group
FINANCIAL GOVERNANCE: RESISTANCE IS FUTILE!
Financial governance may still be a controversial subject in some boardrooms, but in the wake of recent accounting scandals and the affect that the financial crisis continues to have on the global business community it's an aspect of modern corporate life that is here to stay. Indeed, the impact of this type of oversight has altered the role of the Chief Finance Officer dramatically in the last ten years as finance teams come under growing internal and external pressure to prevent financial irregularities within the enterprise as well as increasing the transparency and reliability of financial processes.
More controls vs. less time and resources: the unstoppable force meets immovable object?
The impact of governance on the role of the finance function can be seen as an increased focus on four related areas: the delivery of verifiable financial information, the development and maintenance of efficient and reliable business planning and reporting processes, the management of regulatory compliance and the deployment and regulation of comprehensive financial control processes. In many cases this translates into two potentially conflicting pressures. Firstly, there is the need to streamline the financial reporting and planning processes as exemplified by a rapid financial close and efficient and accurate budgets and forecasts. Running somewhat counter to this is the requirement to maintain a financial infrastructure that ensures accuracy and auditability, one that incorporates multiple checks and balances to trace the source and history of each number. It goes without saying that the deployment of such processes has the potential to increase corporate bureaucracy and slow the business decision making cycle.
Spreadsheets and ERPs: the undynamic duo
It's no wonder then that in the initial scramble to comply with regulations such as Sarbanes-Oxley and its international counterparts many companies spent large amounts of money on automating manual processes. Using a combination of spreadsheets, Enterprise Resource Planning (ERP) systems and manual labour they achieved a hurried and minimal level of compliance. Rather than being a function of bestpractice methodologies these technologies were adopted simply because they were convenient. Spreadsheets are viewed as "lowcost", easy to set up and do not require any support from the information technology (IT) department. Similarly, the ERP is already deployed throughout the organisation and is considered as the definitive corporate financial data store.
Unfortunately, this patchwork of technologies often causes as many problems as it resolves. For example, spreadsheets are excellent personal productivity tools, but without resorting to programming they lack the process control features and audit functions that serious financial governance demands. Indeed, it could be said that excessive reliance upon spreadsheets is likely to encourage the very practices that compliance procedures are intended to eliminate, to say nothing of the hidden manual labour costs and data integrity issues that spreadsheets incur. Additionally, ERPs do not provide facilities to handle group consolidation or intercompany reporting in enterprises where there are a mixture of ledger systems. Furthermore, ERPs typically lack the ability to restate figures using different reporting formats and recognition methods.
Moreover, this piecemeal approach does little to resolve the underlying challenges that many finance functions face. Firstly, despite being interrelated each financial process is managed in isolation with its own technology. Secondly, despite the spiralling complexity of reporting requirements, finance teams have less time than ever to compile information from the multiple sources required for the financial close. As a consequence, validation becomes a costly luxury and data integrity is low. Thirdly, a lack of rigourous process control and workflow tracking mean that the history of figures cannot be verified accurately. As a result, many financial processes incorporate a high risk of data integrity errors combined with poor transparency and historical tracking.
Financial governance applications
One way that best practice organisations resolve these multiple headaches is by the adoption of a specifically designed integrated technology platform. One that not only addresses the unique challenges of corporate governance, but which also comprises features that aid the CFO in the broader challenge of monitoring enterprise performance. Such an application typically provides the following features:
• Financial Consolidation. The ability to collate, consolidate and then report upon core performance data is a key component of the financial governance process. Consolidation solutions must include double entry logic, journal management, full auditability, management of multiple currencies and complex group accounting structures. The consolidation process should also allow comprehensive reporting and analysis facilities for the preparation of the statutory and management reporting packs as well as handling corporate structures that comprise more than one ERP.
• Full integration with budgeting, planning and strategic management processes. In order to provide timely and efficient support for corporate decision making the application should provide a centralised, integrated platform for the consolidation, budgeting and forecasting processes. It should also provide a rich analytical environment for comparative reporting.
• Intercompany transactions. The application should enable tracking of intercompany activity at the level of individual transaction as well as allowing automatic transaction mapping to occur between business units. It should also provide a comprehensive approvals and rejections process and associated administrative reports.
• Access and role management. This allows the definition and management of individual users or user groups and maps them to roles, responsibilities and steps within the business processes.
• Risk management. The application should enable managers to assess a given process and identify and document the risks associated with it. It should also allow the definition and documentation of the appropriate control functions and provide an outline of corrective action where necessary, preferably through the use of a risk control and assessment matrix.
• Process control. The application should provide extensive control facilities that allow management and tracking of each step of a financial process. The application should provide sufficient detail to allow users to assess the effectiveness of individual process steps and provide detailed historical tracking of who did what and when.
Financial Governance and performance
Integrated financial governance applications resolve the pressure to provide timely and reliable financial information and guarantee its validity and compliance. They do this by ensuring that the financial planning and reporting processes are managed in an integrated manner and deliver them within the context of a secure process control environment. As a consequence the finance team can monitor performance and be assured that each financial process is rigourously policed. The ability to clearly define, communicate and execute strategy is the single most important activity of any organisation. Research has shown that companies that execute their strategies consistently deliver higher levels of shareholder value and remain in the top performing tiers of their markets, yet as Kaplan and Norton note, less than 5% of the typical workforce can articulate their company's strategy.
A dislocated and incomplete vision
The biggest single problem with strategic planning is that it is not an integrated process. Indeed, while most corporate strategy documents do provide the basis for the first round of budgeting, this is typically a financial planning cycle based on accounts that are held in the corporate ledger package. By contrast a good strategy, is all about activities and in most cases there is no clear link between accounts in the ledger and the tactics in the strategic plan. The budget then is an incomplete representation of the strategic vision.
This dislocation between the steps in the planning process is mirrored in the disparate technologies that are often deployed to manage it. For example, it is not unusual for the strategic plan to be developed as a Word document containing spreadsheet inserts for fiscal assumptions and powerpoint slides to illustrate salient points.
On the other hand, the budgeting process is typically an in-house developed spreadsheet solution or an extension of the company's ERP system. In some cases it may even be a specialised budgeting solution.
Reporting and monitoring of actuals may be provided by old-style green screen reports or the IT department may have invested in a Business Intelligence tool to provide rudimentary slice and dice reporting.
The consequence of this patchwork of technologies is that there is little or no chance of the strategic thinking encapsulated in the original plan flowing unimpeded though the individual steps of the planning cycle. Moreover, monitoring the execution of the plan is practically impossible.
Lack of communication = missed opportunities
Similarly, it is not uncommon that the strategic plan remains as shelfware, gathering dust in its three ring binder never to be communicated to those whose job it should be to implement it. This lack of communication results in missed business opportunities. Not merely because employees are not executing the designated corporate strategy, but also because many innovations flow up from the customer facing elements of an organisation. As a consequence, companies that do not have twoway communication channels in place to evaluate these new ideas may become stagnant and fall prey to their competitors.
Event driven versus calendar driven
Research indicates that the average company spends around 4 months annually in producing its strategic plan. This means that most organisations simply do not have the time and resources necessary to reassess their strategy in detail should unexpected events occur. As a consequence many organisations operate in a state of cognitive dissonance, knowing that their strategic assumptions are flawed, but lacking the time to complete a root and branch revaluation of the impact of change. One only has to look at the fate of the american automobile industry to see the negative consequences of continuing to execute a strategy whose basic market assumptions are out of date.
Lack of ownership
Ownership of tactics is a key part of delivering any strategy. However, most employees first involvement in the strategic planning process is when targets are assigned to them at budget time. Since these targets are usually developed without their participation, it's not unusual for budget-holders to feel little responsibility toward meeting them.
One way to engage stake-holders in the execution of strategy is to incentivise them to deliver on the aspects of the plan for which they are responsible. This is another aspect of strategy where communication is absolutely vital to ensure that incentives appropriately match the behaviours they are designed to reinforce. Without an integrated view of the plan it is all to easy to get it wrong.
For example, a retail bank recently developed a strategy to "get to know" its customer base to generate add-on product sales and the middle management team developed an incentive plan that rewarded "callthroughput". Unfortunately, although there was an increase in the volume of customer calls dealt with, it came at the cost of a reduction in the average amount of time spent with each customer. Consequently, the number of addon sales actually decreased year-onyear.
Lack of balance
Target setting is a key part of the strategic planning process. However, research indicates that the majority of plans focus on data that is easy to collect. As a result targets in strategic plans typically monitor internal indicators rather than external market conditions. They contain a surfeit of financial measures and a few nonfinancial yard-sticks. Furthermore, they tend to be biased towards reporting historical performance rather than forward looking indicators.
The problem with this approach is that while financial measures provide an excellent transactional view of what has happened, long-term corporate viability often depends on being able to predict non-financial measures, such as staff retention and learning, customer satisfaction and product reliability.
Closing the loop: Corporate Performance Management
The combined impact of all these factors is that in most organisations strategies are not communicated effectively, are poorly executed and inadequately monitored. This is where Corporate Performance Management (CPM) solutions can provide an answer. As Gartner Group notes, "CPM is an umbrella term that describes all of the processes, methodologies, metrics and systems needed to measure and manage the performance of an organisation." As such, this class of application is designed to address the weaknesses inherent in strategic planning processes and technologies.
Specifically, a CPM application will :
• Provide a platform that treats the entire planning cycle as a closedloop process. This means that strategic targets are integrated into high-level budget targets and actual data flows through the system to provide monitoring of progress. The result is a feedback loop that enables the organisation to tailor its behaviour to take advantage of changing market conditions.
• Provide a centralised data repository which functions as a single version of the truth with consistent and focused business rules.
• Provide strong forecasting and predictive facilities to counter the historical bias of existing reporting solutions.
• Provide strategy mapping, workflow management and data visualisations that allow strategy to be broken down into its tactical components, so that they can be communicated quickly and clearly to stake-holders
• Allow effective monitoring of the plan through advanced exception reporting facilities that enable progress to be easily measured, balancing internal and external measures while including nonfinancial and financial performance indicators.
• Ensure that stake-holders have a 
Focusing on what you can measure rather than on what matters
To illustrate this let's examine a typical budgeting process. The first step is for the senior management team to meet to determine the direction of the enterprise for the coming twelve months, usually within the context of the strategic plan. Based on these discussions they will develop high level targets, often little more than sales and profit growth figures allied to a set of key objectives.
Once these high level targets are communicated to departmental heads, one of two things happens: Managers either blow the dust off of last year's plan and attempt to modify it to meet the new targets or they will open up their departmental spreadsheet models and start entering numbers.
Both approaches have serious consequences for the resulting budget: simply reusing last year's plan and applying changes based on "gut feel" takes no account of new macro-economic conditions or the underlying drivers of profitability.
Departmental models, on the other hand, are often too detailed and focused on the line-items that exist in the general ledger. Indeed, research by the Hackett Group has shown that it is not unusual for a company to have detailed monthly plans for photocopier costs, yet lack a realistic model of what it will sell to its top ten customers. This is because most budget models focus on what is easy to measure rather than on what is important to executing strategy.
Horse trading: where their budget becomes your problem
The path to completing the budget is strewn with obstacles. The data collection stage, for example, is a slow and often manual process. In most budget cycles it consumes the majority of resources and time.
Budget holders struggle to collect the data that they can, consolidate it, tweak the figures and horse-trade with subordinates in an effort to come up with final numbers that they feel are achievable.
However, when the departmental figures are collated and they fall short of the original high level targets, CFO's often resort to issuing top-down directives: all revenue centres must increase turnover by a fixed percentage. Discretionary expenses are to be reduced. Margins must be adjusted. In order to meet these cost trimming requests budget holders may cancel projects and initiatives without a thorough analysis of their overall impact. Consequently, while the budget may meet its targets and be completed on time, the resulting plan is one that no-one feels committed towards delivering. It's no wonder then, that only 30% of budget holders feel that the budgets they agree to are achievable.
Stitched up
This situation is exacerbated by the mixture of technologies used in the typical budget process. These days it is not unusual for businesses to attempt to complete their budget using the data capture module of their ERP or perhaps a bespoke spreadsheet solution. The problem with these approaches is that they use products that have not been designed with collaborative corporate budgeting in mind. Spreadsheet systems are cumbersome, single user and prone to error. ERP modules can be clumsy to use and may focus on capturing data at general ledger level. It is not uncommon for departments to use multiple or incompatible tools and collect data at different levels.
One effect of this is that budgets often resemble some sort of Frankenstein's monster; they are composed of incompatible parts sewn together for convenience and lack any real focus or coherence. Worse still, they fail to be linked in any meaningful way to the strategic plan.
Planned obsolescence
Perhaps the biggest single problem with the budgeting process is the amount of time that the process takes. By the time that two bottomup phases have been completed and the final top-down adjustments have been put in place 4-5 months may have elapsed. In today's dynamic marketplace that means that the prevailing market conditions will have changed and the make-up of company itself may even have altered substantially.
Problems with the budgeting process
As the above example demonstrates, the typical budgeting process is deeply flawed:
• The budget is not integrated. Departments plan as operational fiefdoms with their own tools and to their own levels of detail. The result is a data integrity nightmare.
• Comparative reporting is difficult. Actual figures may be collected and reported at a detail level but the budget will be planned in a more consolidated way. These two types of data may even be stored in different data repositories. As a consequence, carrying out meaningful reporting against the budget is a task in itself.
• The budget is not linked to strategy. Most budgets focus on planning the items that exist in the general ledger. These do not accurately represent the operational tactics that the business must execute in order to achieve its strategy.
• The budget is not fact based. The horse-trading and negotiating which inevitably becomes part of the budgeting process mean that the final budget is not based upon the real drivers of business success; rather it is a reflection of the politics within the organisation.
• A lack of commitment. The number of iterations and excessive detail mean that managers do not feel that they own the plan.
• The budget is too slow to produce. The typical budgeting process last 4-5 months and multiple iterations. The sheer amount of time and effort involved make it out-of-date as soon as it is complete.
• "Thank goodness it's over!" Rather than being treated as the key to delivering the strategic plan, the budget is regarded as a necessary evil. Surviving the process is more important than the accuracy of the resulting plan.
How Corporate Performance Management can turn the budget into a competitive advantage
The budget provides the foundation for all other business planning processes. It should enable an organisation to align its resources and activities so that executing corporate strategy becomes everybody's every day job. Unfortunately, in many organisations the budget is actually an obstacle to this happening.
Corporate Performance Management (CPM) applications provide the best practice solution to these problems. They allow budget holders to plan at an appropriate level of detail, enable the budget to be linked to corporate strategy and, most importantly, reduce the time taken to complete the planning process. As a result CPM solutions allow organisations to transform the budget process from a necessary evil into the first point on a virtuous circle of strategic delivery. It's ironic then, that the very flexibility and openness that make spreadsheets ideal as personal productivity tools undermine their suitability for corporate budgeting and reporting.
To illustrate this, let's examine the budgeting process of a global manufacturing company with a handful of sales offices, three production centres and twenty cost centres in multiple locations around the world.
Pieces of the puzzle rather than the full picture
The budget manager develops a spreadsheet pack for the data collection and consolidation process of the annual planning cycle. The pack is based on the chart of accounts and can be consolidated using a macro built into the master spreadsheet. The pack also contains a Word document extracted from the strategic plan that lists key goals that budget holder's should focus on during the planning process.
The problems typically begin before any numbers are even collected. Since spreadsheet applications are single user and contain poor built-in features for working collaboratively, the budgeting pack must be sent to users via email. This means that users sometimes lose the pack or worse still receive the wrong sheet altogether.
Once the sheets have been distributed to the budget holders at the production sites, they use their own in-house models to develop raw material cost estimates. However, because growth assumptions are not stored centrally these models are driven from a previous version of the revenue forecast.
Other departments fair no better:
The sales managers generate their cost projections based on outdated expense policies, whilst managers in the personnel and finance teams add extra lines into the discretionary spending category to capture items that are not in the ledger.
The result is a disjointed and errorprone data collection process. Information is not shared between departments and incorrect assumptions are propagated throughout the plan. Rather than giving a clear picture of where the business is going, the assembled budget resembles a jigsaw puzzle with missing pieces.
No time for analysis
Things become even more complex when there are changes. Halfway through the second pass of the budgeting process the macroeconomic assumptions change and the board decide that the sales targets should be increased. The pack has to be reissued with an updated timetable and a new assumptions document.
Not only do budget holders have to go through the process of reentering their numbers, but since there is no version control some complete the wrong pack. Similarly, the extra lines added by the personnel and finance departments play havoc with the consolidation process and many figures must be re-keyed and consolidated manually.
Given these problems, it is no surprise that a recent report by KPMG indicated that up to 91% of spreadsheets contain undetected errors. Moreover, research has shown that the data collection and consolidation process consumes around 80% of the available time in the typical budgeting cycle. This affords management teams little or no opportunity to analyse the content of the budget itself.
A lack of joined up thinking
Once all the budget data has been collected, consolidated and approved a fundamental problem arises: there is no reliable way for senior management to be confident that the budget is going to achieve their goals. This is because the budget pack and legacy reporting systems focus on the chart of accounts and the strategic plan is forward-looking and activity-based.
Spreadsheet-based budgeting: not the tool for the job
This example reveals a number of the flaws of spreadsheet-based budgeting systems:
• They are non scalable. Because they are personal productivity tools, spreadsheets do not provide a collaborative, scalable planning environment. Once a budgeting process grows beyond a few users the simple act of managing the spreadsheets becomes a job in itself.
• There is no single version of the truth. With a spreadsheet-based solution everyone has their own version of the numbers. This leads to time-wasted in nonproductive disagreements about who has the correct figures and other data integrity issues.
• There is not enough time for analysis. In a spreadsheet-based budgeting cycle, too much time is spent collecting data and not enough time is spent on analysis and scenario modelling.
• They don't support strategic planning. Spreadsheet-based budgets and reporting tools tend to focus on the historical reporting structure of the organisation. Strategic planning is concerned with business activities.
• They are inflexible. Spreadsheetbased budgets are difficult to change. Once the pack has been sent to departmental budget holders, updating assumptions or adding new lines can only be done by reissuing the budget pack. This creates a version management headache and leads to problems with data integrity.
• They do not support compliance processes. The current regulatory environment demands that data integrity controls and audit trails exist in all financial processes. Spreadsheets were never designed to provide this level of auditability. As a consequence, it's almost impossible to find out who changed a given figure and when.
• They discourage re-forecasting. A rigid,"one-shot" budgeting process simply fails to reflect the complex, dynamic nature of today's business environment.
In order to remain competitive organisations must re-forecast regularly and consistently, something that is not feasible with a spreadsheet-based planning system. 
A budget is more than just numbers
Indeed, it may well be these technological limitations that have strait-jacketed some CPM implementations into little more than technology projects that replace error prone spreadsheets with a more integrated and robust technology. There is little doubt that this may be an advisable approach for the initial phases of a broader CPM implementation, but consider the following: firstly modern CPM suites provide much richer data capture facilities than their forebears. Secondly, rather than being an end in itself the financial data produced by the annual budget or quarterly forecast are merely the most visible output of a complex process that encompasses a wide variety of nonnumeric information.
Indeed, each draft of an annual plan or forecast will incorporate not only internal and external performance data and assumptions, but also the results of economic discussions, competitor analyses and a raft of contextual documentation ranging from the more structured content of web sites, Word and PDF files to the less structured content of e-mails and exchanges via messaging technologies.
This raw material can be broken into three distinct categories:
• Quantitative information The traditional bedrock of the budgeting process: financial and non-financial numeric indicators that describe in numeric terms the goals of the enterprise.
• Qualitative information Non-numeric information that will impact upon the plan such as the strategic and tactical goals of the organisation. Similarly, this category will also include information about competitor activities and product launches, geopolitical opportunities and/or environmental considerations.
• Communications These form the connective tissue that relates qualitative assumptions to quantitative data. They also document the discussions and debates concerning the problems and opportunities inherent within this information. Examples of such data would be memos, email chains or intraorganisation messenger transcripts.
Traditionally, much of this qualitative contextual information is discarded in favour of a purely numeric view of the business and yet it is arguable that there is as much value in the thought processes that the planning process provokes as there is in the numbers that it produces.
This reductive aspect of forecasting and budgeting means that the wider business context is sometimes absent from the resulting plan and that the process itself can devolve into an internally focused game of sandbagging, subterfuge and horsetrading. Indeed, the business world is rife with examples of organisations that engaged in such internecine strife only to have been blind-sided by competitors with disruptive technologies or business models.
Collaborative budgeting: a transformational opportunity
A broader view of the enterprise planning process coupled with the functionality of modern CPM suites offers forward-thinking organisations the opportunity to adopt a more comprehensive, workflow-based approach to planning. Collaborative budgeting ensures that each of the three information categories are captured within the CPM system and then formally combined into an integrated plan. Consequently, approvers and key-level decision makers are able to view the thinking behind each assumption and scenario, enabling organisations to guarantee that no major competitive strategies, product launches or macro economic indicators have been missed, while delivering a robust and comprehensive operating plan which will enable the business to execute its strategies effectively.
Organisations that accept the challenge of this approach will need to ensure that their CPM suites provide the following tools:
• Workflow facilities These templates document the appropriate steps for each stage of the process as well as ensuring that they are followed in the agreed sequence. For a collaborative budgeting application, key steps will be ensuring that all three types of information have been loaded into the system as part of the final submission.
• Quantitative information capture CPM applications have traditionally provided robust facilities for quantitative data capture. They allow organisations to streamline the creation of forecasts and budgets that are aligned with strategic plans and tactical initiatives, while eliminating the data integrity issues associated with spreadsheetbased solutions. By storing information in a centralised database along with comparative actuals they ensure a "single version of the truth" and a closed-loop planning/reporting cycle.
• Qualitative information capture The most recent generation of CPM applications provide advanced capabilities for storing contextual information. Of course there is still support for the more traditional "cell note" style of narrative on a given figure, but applications suitable for collaborative budgeting provide the ability to store:
• PDF files
• Word Documents
• Excel Spreadsheets
• E-mail threads
• "Cuttings" from external web sites and data sources Moreover, this information can be indexed by plan or linked to individual planning figures where necessary.
• Communications capture Many large scale finance functions routinely make use of intra-office messaging technologies such as office messenger to undertake business discussions and used wisely this can provide the backbone for collaborative budgeting discussions, transcripts of which can then be stored in the centralised CPM database. Likewise, messaging technologies can often be more effective in obtaining immediate responses from colleagues than methods such as telephone or e-mail.
• Finance Portals Many CPM suites provide webbased portals that enable budget holders to securely access the information stored in the system via corporate intranets. Effectively this allows the CPM system to become a one-stop-shop or finance-hub, delivering planning and contextual information to the entire finance community. Moreover, by exploiting these built-in features the enterprise can maximise the return on a technology that has already "bedded in" while avoiding the necessity of implementing a separate document management system.
Collaborative budgeting: a 360-degree view of your business
A comprehensive implementation of the document capture features of a CPM system is required in order to collect the rich array of quantitative, qualitative and communications data that underpin collaborative budgeting initiatives. However, the inclusion of all types of data into the budgeting process along with a workflow-based process can provide the enterprise with a 360-degree view of the business environment and the ability to detect problems and opportunities well ahead of the competition. 
CASH-FLOW AND
Short term fixes vs. long term solutions
As a result of the "credit crunch" customers are taking longer to pay their invoices and are demanding longer payment terms. Conversely of course, businesses are attempting to shorten their terms or even demand payment up-front. While such measures may have a positive impact on cash-flow in the shortterm there is the distinct possibility that ultimately they will result in corporate "blowback" driving smaller suppliers out of business. Best practice organisations are eschewing such tactics in favour of a more medium-term view that incorporates a rigorous review of their working capital management practices:
• Process control. Such organisations ensure that their cash-flow reporting has a high priority and visibility and ally this to a detailed understanding of their different collection processes. They undertake streamlining initiatives to reduce overall collection cycle times. Moreover, they define working capital and cash targets and drive them down the organisational hierarchy as well as horizontally between functions into every relevant part of the business.
• Forecasting accuracy. Research has shown that cash-flow forecasting in the majority of organisations is low, with around 25% reporting that their cash-flow forecasts are regularly off target by 30% or more. Best-practice organisations, on the other hand, have much higher rates of accuracy. They achieve this by strengthening the links between finance and the departments that provide inputs into the forecasting process and ensure that lines of responsibility are unequivocal. Furthermore, they build forecast submission processes that include a comprehensive and controlled review and approval phase.
• Incentive plans. Unlike the majority of businesses, best practice organisations establish bonus and payment cultures that link employee incentives directly to good cash and working capital management practices.
• Consistency of focus. The best performing organisations make cash and working capital management a cornerstone of their operational strategy. They do this by ensuring that cash collection and management strategies are communicated throughout the organisation. They also secure executive sponsorship for these programmes and put reporting processes in place that ensure that working capital management is closely monitored and managed during daily business operations.
Corporate performance management and working capital.
Corporate Performance Management (CPM) solutions are an important part of many organisations' IT strategies. Industry analyst Gartner defines CPM as "an umbrella term that describes the methodologies, metrics, processes and systems used to monitor and manage the business performance of an enterprise." Indeed, CPM solutions provide a platform that integrates and streamlines all corporate operational and strategic planning and reporting processes.
Implementation of such a solution, therefore, enables an organisation to address working capital management in the following ways:
• Strategic planning and target setting. Using a CPM system high-level goals for cash collection and working capital can be cascaded to all parts of the business. Working capital metrics can be defined and targets agreed upon that will act as key drivers for the budget cycle and management incentive plans.
• Budgeting and forecasting. CPM solutions provide a centralised platform that supports the budgeting and forecasting processes. Such systems are integrated both vertically and horizontally so that the strategic plan drives budget targets as well as ensuring full cross-functional communication and buy-in of the resulting budget. Detailed submission and approval controls and integrated predictive analytics help to monitor and improve the accuracy of the cash forecasting process. Additionally, CPM systems provide scenario modelling facilities that enable managers to understand how different courses of action will impact working capital.
• Reporting and analysis. All CPM systems provide features which manage the financial close as well as providing detailed analytics and easy-to-use score-carding facilities. These features enable the business to "close the loop" and feedback actual results into the budgeting, forecasting and strategic planning processes. These results provide a single version of the truth that allow executives to have complete visibility of the current and future state of cash and working capital.
CPM: Making cash a key component of all business decisions.
The current economic climate is problematic for many organisations, however, it also presents an opportunity to those finance functions that put working capital best-practices in place. Such measures will not only enable businesses to outperform their competitors, but will provide an excellent platform for additional growth once the economic climate normalises and lines of credit become more plentiful and less costly.
CPM solutions can play a major role in initiatives that aim to improve the efficiency of working capital management. They provide "closedloop" financial reporting and planning, foster cross-functional dialogue and enable detailed what-if scenario modelling. As a consequence they ensure that decision-makers throughout the organisation are able to evaluate the detailed cash-flow impact of every major business decision.
FINANCIAL CONSOLIDATION: BUY AN EXTRA WEEK EACH MONTH
A recent survey by BPM International indicates that the majority of the top 25 best performing finance departments use financial consolidation and reporting applications to manage their corporate reporting cycle. Since this is the first link in a chain that connects the daily activities of the business to the execution of its strategy such an approach has significant benefits. For example, the same survey showed that while the average finance team took around two weeks to close the books, top performing finance teams completed it in just one week or less.
The spreadsheet solution versus enterprise resource planning
Given this fact, it's odd to note that many enterprises continue to tackle the quarterly reporting cycle using their enterprise resource planning platform (ERP) or with a spreadsheet solution. As we shall see, each of these approaches is problematic. In a spreadsheet solution, collecting statements from operating units requires the preparation of a data collection pack which must be mailed out to remote operations, something that often results in version control issues. Once end users have the correct submission pack, numbers need to be keyed into it from the local ledger, a procedure that is not only time consuming, but error prone. Finally, when the submissions have been returned to corporate finance, they are consolidated using complex spreadsheet macros. Putting aside for one moment the numerous errors that can sneak into such macros, the development and maintenance of them often falls to 'technical gurus' within the corporate finance team. Making this key step in the corporate reporting cycle dependant on the expertise of one or two individuals is a risky strategy.
At first glance, ERPs may seem to offer a better solution from the point of view of data capture. After all they are by definition enterprise wide and provide a reliable, auditable financial platform. However, unless all operating units share the same ledger system the ERP will need to be loaded with submission data from remote operations. This may rely, yet again, on error-prone rekeying of data or upon collection of submission data files. While it's true that such files offer a more reliable route to data collection, often there are version control issues, the files can become corrupted or there are problems mapping entities in the source ledger to the target ledger.
It's more than just adding up
However, data collection is merely the first part of the reporting cycle. Just as challenging is the preparation of the statutory and management reporting packs. From a statutory reporting perspective, these days it is not uncommon for organisations to present their numbers using multiple recognition methods and reporting formats such as FASB, UK GAAP, IFRS, and IAS. Moreover, this list continues to evolve to include emerging standards such as extensible business reporting language (XBRL). That said, statutory reporting is really only half the story. In order to run the business on a day to day basis executives rely on internal management reports. These can come in all shapes and sizes and will go into more detail than the statutory reporting pack. Typical management reports might focus upon aspects of compensation or analyse sales volumes by multiple regional and product perspectives.
Attempting to meet these multiple reporting requirements using spreadsheets is fraught with problems. From a statutory reporting perspective managing complex accounting structures like minority interests, intercompany eliminations and adjustments is time-consuming, inefficient and error prone in a spreadsheet. Similarly, for a management reporting most spreadsheets offer little more than basic pivot tables for analysis and since each user owns their own copy of the data there are constant concerns about who has the "real numbers". The sad fact is that running the corporate reporting cycle with a spreadsheet solution is like trying to win the Grand Prix in a flat bed truck.
In a similar manner, although most ERPs provide excellent ledger facilities they are very much focused on managing the flow of daily business transactions. This means that they tend not to be good at restating information into different formats, coping with different methods of revenue recognition or providing a detailed and multidimensional view of the business. Moreover, the ERP is typically the domain of the IT department. As a consequence, the finance team must use IT resources to alter hierarchies, build reports or develop analytics. This lack of direct ownership combined with poor overall flexibility mean that the ERP is rarely the most suitable technology for the preparation of the statutory or management reporting packs.
Financial consolidation and reporting applications
To avoid these issues best practice companies use third party financial consolidation and management reporting applications. These purpose built software solutions form the cornerstone of the corporate reporting cycle and provide the following features:
• Advanced web-enabled data collection. This allows users in operating units to prepare and initiate submissions from their ledger systems. They also enable automated mapping and reconciliation of entities from source ledgers, increasing reliability and speed and reducing the data collation workload on corporate finance team.
• Automatic handling of complex accounting structures and concepts such as minority interest relationships, inter/intracompany eliminations and journaling. These enable the system to be rapidly deployed as well as ensuring that the it models the business accurately.
• Support for multiple recognition standards and reporting formats such as IAS, UKGAAP, FASB, IFRS and XBRL. These greatly reduce the amount of time the finance team have to spend managing conversion and restatement.
• English-like business modelling rules to simplify deployment and maintenance of the system and allow the application to be owned by finance.
• Support for a multidimensional view of the business. This enables users it slice and dice data and drill-down into the numbers to gain real insight from the reporting process.
• Advanced analytics that allow users in corporate finance and operating units to view their data graphically in innovative ways, enabling them to determine the fundamental drivers of business.
• A full audit trail. Given today's regulatory requirements the application should enable auditors to trace the full path of every adjustment.
Transform the reporting into a competitive advantage
Research has shown that a rapid quarterly close is valued as a sign of good governance by investors. Consequently, companies with the ability to rapidly meet their reporting requirements have higher valuations than their competitors on global bourses, but the benefits of implementing a financial consolidation and management reporting application do not end there. In addition to a faster month end process, they provide more detailed insight into the underlying drivers of the business while ensuring that the numbers are rock solid and 100% compliant. As a result senior executives have more time to evaluate problems, spot opportunities and determine the most appropriate course of action, making the reporting cycle a key aspect of competitive performance. 
THE LAST MILE OF FINANCE
Today's corporate environment is a demanding road race where only the leanest and the fittest enterprises reach the highest level of performance, and where the current legislative climate and economic climate appears to combine all the elements of both a gruelling marathon coupled together with a punishing obstacle course. In particular, the process of publishing financial results to the market and to statutory bodies is one that is becoming increasingly complex and where the significant logistical challenges of corporate disclosure are complicated by emerging regulatory challenges such as the recent requirement for UK companies to report to the HMRC using iXBRL.
While most organisations use automated systems and processes to manage their daily business transactions and some have developed business intelligence platforms or corporate performance management (CPM) applications for management reporting, few have automated processes and systems in place to shepherd them though "the last mile" of the financial reporting process. As Deloitte point out, this "can be a problematic area for some organizations ... as ... management reporting and governance issuesincluding financial and internal control failures -often occur ... These factors result not only in significant inefficiencies, but also financial errors and internal control failures."
Typically, this is because the processes that combine the vital bridge between internal business reports and those that are intended for public or legislative consumption are built around the know-how of key personnel, informal processes and disparate systems. A typical last mile process will involve numerous stages of data extraction, analysis, reformatting and rekeying and will involve data being handed off from one department to another. These processes and specifically, their handover points, often represent areas where key data may be lost or corrupted through lack of documentation or poor communication.
Short-termism and repeatability
Deadlines for completing the information processing stages of "the last mile" have a very real impact on the approach that many organisations adopt and it is probably fair to say that in response many enterprises adopt a short-term, "quick-fix" approach to the job of delivering financials to regulatory bodies during periods where requirements are changing or new. This means that often there is little in the way of formal process management or audit points, roles may not be clearly defined and "the last mile" itself is viewed as a one-off job with little or no emphasis on sustainability and repeatability.
This lack of a clear strategic view of how to tackle the problem also impacts the systems that are in place. CPM and BI systems may abound, but few organisations will have robust, integrated systems and processes to take internal information and present it in multiple of regulatory formats. As a consequence, the presentation steps in the "the last mile" often cause real data integrity issues.
Furthermore, treating disclosure management as a one-off "necessary evil" ignores the fact that it is rapidly becoming a key business process, one that involves an evermultiplying number of differing information-consumers and formats. 
XBRL: a distraction, not a solution
Extensible Business Reporting language has gained more prominence over the last decade as a way of resolving the challenges posed by the need for organisations to exchange information sets of standard taxonomies. Indeed, those companies that file results with the Securities and Exchange Commission in the United States (SEC) are already legally required to report 10K and 10Q submissions in XBRL and this is a trend that will only accelerate in the coming years as other agencies and statutory bodies attempt to streamline the process of data exchange and regulatory reporting.
Put simply, XBRL allows organisations with differing internal representations of corporate indicators to exchange information using a common business reporting language. To make use of XBRL organisations take their existing books of reports and manually map their existing chart of accounts onto one of the standard taxonomies provided. Most often this is achieved by extracting data from source systems and copying it into a specialised XBRL mapping tool. This process, referred to as "tagging", is a resource intensive, and essentially manual, process.
While this provides some benefits in the area of data exchange its biggest drawbacks are the disparate data sources involved and the fact that the outputs from an XBRL mapping process are not in a "human readable" format. Consequently, its latest iteration, Inline-XBRL (iXBRL) enhances the standard, by allowing users to interact with xBRL tags "inline" within existing reports, making the whole tagging activity less of a technical process. That said, the adoption of iXBRL is a relatively recent development, which in itself does little to address the real problems that lie at the heart of the disclosure process, and in many cases it merely adds an extra layer of technical complexity to an already broken process.
Disclosure Management: a broken process?
In summary then, in many organisations the last mile is characterised by a number of specific difficulties:
•
Inaccuracy and data integrity
Because the toolsets in use are not integrated and disclosure processes may sometimes be informal and poorly managed, data integrity is an issue. Spreadsheets and data files are passed from one participant to another and data rekeying is common. Without a single approved version of the truth figures may become distorted and inaccurate.
Inefficient use of resources
Poor communication and definition of roles can lead to redundancy, repetition and error in key steps of the processes involved.
No audit trail
Since processes are often not formally defined, there is little in the way of a formal audit trail for hand-off and approval.
• No measurable total cost of ownership
Since most disclosure processes are not designed with repeatability and sustainability in mind it is difficult to measure their exact cost. Similarly, without formal enterprise-wide process design and systems in place it is likely that many data manipulation steps will be repeated in separate parallel disclosure processes.
• Disparate tools sets (Word, Excel)
The most common tools used throughout the last mile are Microsoft Word and Excel. Data may also be extracted from corporate data-stores such as Enterprise Resource Planning (ERP) or Corporate Performance Management (CPM) systems, but this will most often be loaded into a spreadsheet or a third-party iXBRL tool in order for those numbers to be reformatted and reclassified prior to delivery to other resources or steps in the disclosure process, resulting in duplication of data, rekeying and the usual associated integrity issues.
• Unpredictable delivery time and resource consumption
The disconnected and disjointed nature of disclosure processes mean that it is often hard to predict exactly how long they will take to complete. Similarly, their reliance on manual processing and rekeying also means valuable and expensive finance team resources are diverted away from high value-add activities.
Standalone iXBRL tagging tools
While iXBRL submissions are an increasingly required by regulatory bodies, the process of extracting data, loading it into dedicated third-party tools and mapping is a costly process. Moreover, the data duplication it entails increases the likelihood of downstream data integrity problems.
Collaborative Disclosure Management: a new class of enterprise application
These problems combined with increased global regulatory pressure and the innate costliness of standalone iXBRL tagging has led to the emergence of a set of packaged applications that are designed expressly to resolve the issues inherent in corporate disclosure processes. Thus, Collaborative Disclosure Management (CDM) tools exhibit the following key features:
Centralised database
This allows stored data to be "blessed" and then distributed into taxonomies from a central hub, eliminating discussions around data integrity and errors caused by the rekeying.
Integrated technology platform
A single integrated platform for disclosure management ensures the free-flow of data throughout all steps of the disclosure process, reducing the elapsed time for each stage as well as reducing process redundancy and increasing accuracy. Best of breed applications also provide seamless integration with existing back-office systems such as Corporate Performance Management (CPM) platforms.
Leveraging MS-Word and Excel capabilities
Despite the obvious benefits of a single integrated technology platform for back-office reporting functions, most organisations have made significant investments in rolling out Excel and Word, and spreadsheets in particular are the backbone of many finance processes. CDM applications leverage the advantages of these personal productivity tools while minimising those aspects that make them less than ideal for process management by coupling them with a central database and robust workflow management.
• Full audit trail CDM applications enable auditors and approvers to track changes to each of the data items that make up the reports within their purview, resulting in 100% confidence in the outputs of the disclosure process.
• iXBRL dragging and tagging CDM applications incorporate full iXBRL reporting facilities and enable users to import taxonomies from authorised sources and mark up existing reports using a "drag and tag" approach, thereby reducing data duplication and reliance on third-party iXBRL tools while enhancing accuracy and usability.
• Workflow and version control for each report
Similarly, CDM applications provide centralised process and workflow features that enable authorised stakeholders to ascertain the status of each report in the disclosure process as well as ensuring that only approved information makes its way into the public domain. Similarly this built-in workflow ensures that processes are measureable and repeatable.
Collaborative Disclosure Management: making the last mile as easy as the first CDM applications offer many benefits to those organisations that adopt them. They allow financial data to be stored centrally and enable users to make use of their existing productivity tools in a more robust and controlled environment. They provide detailed workflow management and the application of authorisation controls to ensure that reported numbers are correct and have been approved prior to their release.
Moreover, the implementation of an enterprise-wide CDM platform also ensures that the steps in each disclosure process are well defined and have been assigned to the appropriate resources internally. In this way they make each part of the last mile more sustainable, repeatable and predictable. They ensure that the cost of the disclosure processes are visible, and since they automate many of the most repetitive and manual tasks involved, they also work to reduce the total cost of the last mile.
While streamlining disclosure processes and adopting an integrated CDM platform may never make the last mile of finance an easy path to negotiate, organisations that do so should be able to transform what has traditionally been an obstacle course into a down-hill sprint.
BUSINESS INTELLIGENCE: MAKE YOUR BIGGEST ASSET IMPACT YOUR BOTTOM LINE
These days the terms corporate performance management (CPM) and business intelligence (BI) are often used interchangeably. However, most analysts agree that they refer to two distinct, if related, categories of solution. Business intelligence describes a broad category of software applications that enable users to access corporate data for the purposes of analysis and reporting. BI solutions comprise a wide variety of tools from query and reporting applications, slice and dice analyzers to dashboards and scorecards.
By contrast, CPM solutions incorporate BI-style reporting and analysis as a technology platform, but focus additionally on the business planning processes, metrics and methodologies used to manage the enterprise. BI technologies then, form an integral part of a CPM solution.
Analysis Paralysis
That said reporting and analysis is a challenge for many organisations.
Research has shown that only 1 in 5 managers believe they have the right information to perform their job effectively. This is ironic given the fact that more business data is being collected than ever before. The problem then, is not so much that organisations do not have the data their managers need, rather it's that their managers cannot access it. This is confirmed by a recent survey that showed that on average most executives spend around 15-35% of their time trying to collate the information that they need to support their decision making processes.
The problem today is often two fold. Information is locked up inside proprietary systems with antiquated interfaces that rely upon IT skills for query and retrieval. When managers do get access to the data there is simply too much of it to make sense of. It's no surprise then, that given this situation a recent survey by the Hackett Group showed that only 1 in 10 of finance executives felt that they had received a full return on their investment in information technology.
However, giving managers direct access to the data stored within ERP, CRM, CPM and other enterprise systems is not the answer. A user id and a two day course on structured query language are unlikely to help reveal any underlying challenges or opportunities facing the business. If anything, unstructured access typically causes more problems than it solves. In this situation it is typical for management to suffer from "analysis paralysis" as they are swamped beneath a mass of unorganised data.
The most common alternative to this is to provide management with static report packs. Indeed, research shows around 80% of business intelligence requests are satisfied in this way. However, the biggest problem with such reports is in their unchanging nature. Let's say, a manager notices an issue with the sales margin in one particular region and wants to look at the figures for individual stores or see if the problem is associated with one particular product range? The only way to obtain this additional information is to go to IT and ask for another report to be created. This not only consumes more time and resources but results in a report that is more than likely to be out-of-date by the time it is delivered.
At the other end of this spectrum is the scenario where each department uses spreadsheets to monitor and manage their own set of indicators. In these kinds of situations it's not uncommon for group meetings to devolve into a referendum on who has the correct numbers rather than a meaningful discussion about performance. Another symptom of this type of approach is a lack of prioritisation as managers merely focus on the problems that they are able to find rather than those that are most pressing. If the first sign that a project is in trouble is when the legal team become involved then managers do not have the tools they need to spot early danger signs.
Business intelligence solutions
The best practice solution to these types of problems is the adoption of a corporate business intelligence (BI) platform. Such a system enables all primary decision makers within an organisation to monitor and analyse the key indicators that they need to make the best decisions possible.
A BI system will provide the following key features:
• The ability to source data from multiple environments. Being locked into a single proprietary data store is a sure way to deliver a skewed and incomplete picture of what is happening. BI solutions allow data to be loaded from multiple sources, both internal and external, financial and nonfinancial providing, a 360 degree view of performance.
• One version of the truth. The information stored in the business intelligence system becomes the primary source of data for all business related discussions. This means that managers can focus on the implications of the information rather than its veracity.
• "Speed of thought" response times. In order for a BI system to add the maximum amount of value to the business it should enable managers to interact with the data and request new analyses or drill down into lower levels of detail for themselves, allowing them to follow their intuition.
• Automated reporting of exceptions and outliers. If a fuel gauge only indicated a low tank after the event it would be of limited use, likewise merely being able to analyse historical indicators is not enough. To avoid this, the best BI solutions provide forwardlooking indications of potential problems and opportunities by highlighting exceptions and outliers within the information. They also provide predictive analysis of key indicators enabling management teams to take timely and appropriate action.
• What-if scenario building. Finding the relevant information is only half of the process. Once an opportunity has been identified a BI solution will allow the management team to simulate the impact of different decisions, enabling them to select the best course of action.
• Data visualisations and dashboarding. Support for different ways of visualising data is a vital part of any business intelligence system. For example, a graphical view of customer and product information can reveal previously unseen buying relationships.
Business Intelligence: using your biggest asset to drive bottom line performance
Investing in a business intelligence solution has a multiplier effect on existing investments in CRM and ERP systems by taking the data stored in them and delivering it to a wider audience in an easily accessible format. Moreover, a better understanding of business drivers enables management to do a better job of retaining customers and winning new ones.
Similarly, a clearer internal view of all aspects of the business allows the executive team to see which business units and products are performing best and why, enabling them to identify "best-of-breed" practices and apply them to underperforming parts of the organisation.
Moreover, getting the right data to the right person at the right time means that management teams are able to execute the corporate strategy coherently and consistently and respond appropriately to the daily tactical challenges of their business environment. Likewise, a clear flow of relevant information up the management chain guarantees that senior executives have a clear sense of how strategy is being executed on a day-to-day basis.
All of this means that organisations that make use of business intelligence solutions are able to ensure that their management teams make better decisions on a regular basis, transforming one of the business's biggest assets, the data it gathers, into a resource that positively impacts the bottom line. 
What is Corporate Performance Management?
CPM applications are a class of software tool that allow organisations to monitor and manage the processes of forecasting and reporting by integrating all aspects of strategic and tactical planning into a single closed loop process. The result is a completely integrated planning process, connecting corporate strategy directly to the daily operations of core business processes and ensuring that the overall goals of the enterprise inform the activities of each employee.
It is no surprise then that enterprises of all sizes are currently in the process of planning and/or implementing CPM initiatives and there are many vendors and analysts eager to promote their products, services and visions of CPM. Indeed, as one can see from the example in Figure 1 , while different vendors have distinct terminologies for the elements that they believe comprise a CPM system, each system tends to share a similar multi-tiered conceptual model in which data flows upwards through the organisational hierarchy, becoming increasingly summarised as it does so. Its ultimate destination being the strategic and tactical planning process, where it is surfaced through presentation technologies such as scorecards, dashboards and KPI reports.
Figure 1
Indeed, a brief examination of the features of these models reveals a common hierarchical structure:
Transactional systems / Operational systems / ERP
These tiers are the bedrock of the CPM system and contain transactional data that is generated and collected by the enterprise's core business activities. This data is usually stored and processed within an ERP system, ledger package or combination of the two and can contain financial and non-financial data, customer details and even geographical information. Typically the focus in this technology layer is upon standardisation, reproducibility and automation with a view to creating consistent customer experiences and coherent integrated back-office processes.
Business Intelligence / Data Warehouse / Reporting
This tier sits above transactional data and draws upon it, summarising it through consolidation extraction and translation (ETL) processes to prepare it for analytic consumption.
These summarisations will typically be by time, customer, geography and product or any other significant dimension of the source data with a view to creating consolidated data sets that are able to feed a wide variety of analytical applications.
This data may be surfaced in any number of different ways, perhaps providing the source for localised or departmental data-marts or as part of a more generalised business intelligence platform, providing reports, charts and graphical analyses that feed into corporate decision making processes.
CPM: the executive icing on the organisational cake
Seen in this way the final technology tier, CPM applications, might be regarded as the icing on the BI cake; transactional data flows up into them from a business intelligence platform, while a reciprocal flow of control activities, plans and assumptions run down from management processes into operational activities. Indeed, Gartner has stated that any CPM initiative should be built upon the foundation of an enterprise wide business intelligence platform and this convention is reflected in the offerings of many vendors such as SAPs BusinessObjects suite, where a SAP BW OLAP application server tier feeds consolidated data to its planning Figure 2 .
Trouble in paradise
However, there are problems with this model. Firstly, and perhaps most significantly the pre-requisite of an enterprise wide BI platform means that any CPM implementation requires a mammoth investment in time, money and human capital: ERPs need to be standardised and implemented (where necessary) across the disparate parts of the organisation, a data warehouse and associated data-marts need to be constructed, and finally each planning process needs to be reengineered, streamlined and appropriately staffed.
Secondly, this view does not take into account the significant differences between BI and CPM. While it is certainly true to say that the two types of application are related, it is a vast simplification to say that CPM merely exists as an additional level of abstraction and summarisation on top of a BI data tier. Indeed, while one might concede that the two types of application share one goal, that of providing summarised business information, they are intended for fundamentally different purposes:
Business Intelligence
 Is read-only: business intelligence applications are intended primarily as reporting systems. While some provide the capability for data capture most are designed for point data input, rather than the collection and processing of entire planning data sets, nor do they provide the facilities for spreading, locking and phasing which planning processes require.
 Is free-form: the classic BI application is designed with the notion of free form navigation in mind. In this model the analyst has the ability to follow their intuition through a large data set looking for problems or opportunities, slicing, dicing, rotating and drilling-down without any pre-defined destination or methodology in place.
 Is typically data warehouse centric: business intelligence applications are promoted as a window onto the corporate data warehouse. Users can analyse any piece of data provided that it has been pre-staged in the information store.
Corporate Performance Management
 Is read-write: while CPM applications provide read-only access to data inside corporate data warehouses they are designed to capture large-scale planning data sets from users, typically via web forms or spreadsheet add-in technologies. These data sets can comprise financial and non-financial items and can incorporate measures that are not represented in the data warehouse.
 Is process oriented / structured: CPM applications are intended to formalise the enterprise's planning and reporting procedures, consequently they provide workflow facilities which allow these processes to be completed in an efficient and effective way.
 Utilises heterogeneous data sources: as well as incorporating data from the data warehouse, CPM applications are not limited to reporting on items within the corporate data store. They provide facilities for the collection of narrative from documents, measures from manual scorecards, figures from planning spreadsheets and macro-economic assumptions, enabling the creation of plans that reflect the full spectrum analysis of business activity. Similarly, CPM systems provide ETL tools for cleansing and summarising transactional data, so they may perform these tasks independent of the data warehouse/BI tier.
BI then CPM: the cart before the horse?
Taking these differences into account then, one might conclude that rather than being a prerequisite for CPM, BI is in fact a subset of CPM. 
Deploying advanced functionality
Using experience gained during the application development phase, users are in a much better position to deploy advanced functionality to their business needs. They can also identify how the new functionality could be used to improve other processes -and thus the scope of the CPM initiative could change to reflect an evolving user base. And whilst the normal application development methodology still applies, a spiral methodology allows for far better knowledge transfer; it relies on the user to take the project forward, providing that the user is equipped to utilse the functionality available.
Avoiding project failure -securing success
It's a harsh fact that CPM projects commonly fail. So how does this happen? And what can be done to avoid the pitfalls?
I. Scope limitations
The temptation is to scope a project of such magntitude that covers every process that requires improvement. If this method is adopted, the organisation is likely to remain in the analysis phase for the entire project duration.
Traditionally, the project scope includes a specification for each phase of development, accompanied by a Requirements Document specifying precise requirements for each phase. A better approach is to focus on the main objectives and simplify the scope to include the key process you seek to improve, such as monthly management reporting. Instead of defining requirements for every conceivable future phase, it's easier to focus on the core process and the functionality required to deliver process improvement.
II. The Team
Choose a project team with a balance of technical skill and business knowledge. Usually, a CPM project team will comprise external and internal resources, though it is clear from numerous projects that the internal element is essential for the success of the CPM deployment. 
III. Flexible Methodologies
Allow your project team the flexibility to go from requirements to development, then back to requirements, if the need arises.
One method we have adopted involved running through several iterations of the development lifecycle on a particular task (cash flow development). This method ensured that the project team validated newly developed functionality -and each iteration unearthed additional requirements which were missed during the business requirements phase.
IV. Testing
Many projects fail simply because the project team have not allocated enough time for testing, and invariably plan for testing at the end of the project. Testing is always compromised, especially during a time frame when the core functionality has not been developed within the time allocated.
Using the iterative process highlighted above, the project team can run tests during the earlier phases of the projectin fact, there's no reason why each aspect of development cannot be tested during the application development phase, using the iterative process of i) define, ii) develop, iii) review, iv) test for each development task. In a more conventional development environment, it is essential that testing is not compromised if development overruns. Testing is as critical as implementation and it is better to push out the delivery date rather than truncate the testing time available.
Key factors of deployment
In conclusion, it appears that a number of key factors should be considered when deploying a CPM solution:
• Define an implementation strategy matching individual needs, rather than the converse situation in which an organisation tries to mould itself around an unsuitable methodology
• Secure organisational CPM buy-in, via : -A tried and tested methodology -Internal constraints -Sympathy to the inherent culture
• Be pragmatic; there is no gain to be made by going for the 'big bang' approach. A consecutive series of quick wins will gain far more organisational confidence in the chosen solution than a protracted implementation cycle.
• Don't underestimate the importance of the 'softer' elements of an implementation -regular communiqués and other nontechnical sessions can contribute to a successful implementation and will create a willingness to embrace the system
• Use a partner with solid CPM references -and, importantly, has wider skills than simply knowledge of your chosen solution. An experienced partner has probably dealt with your organisational issues on numerous occasions, is likely to be sensitive to your culture and familiar with your existing systems. When interviewing solution partners, it is important to quiz them on their ancillary skills. How well did they integrate into the project team? How did they go about understanding the client processes? In essence, your solution partner should be a business partner and not simply a short-term product specialist.
Our implementation strategyallowing for a robust methodology
Rinedata's implementation strategy allows for a robust and risk-free scalable methodology that is still flexible in scope and approach. We also acknowledge the need to be pragmatic, since each project constitutes a balancing act between time, budget, quality, risk and project team resources. Furthermore, we recognise that successful implementations are always a joint venture -enabling us to maintain our collaborative consulting approach and deliver Quality in Partnership. This philosophy ensures that you have project input and visibility throughout its duration; it also facilitates the generation of a sustainable long-term value solution.
A finely tuned implementation methodology
Rinedata's best practice implementation methodology has been finely tuned over twenty successful years of deploying projects of different sizes and complexities for a large and diverse CPM client base. Our breadth of experience and broad expertise allows for a clear understanding of an initial implementation's scope; this reliably sets expectations and enables efficient progression through all the many challenging stages of implementation. Similarly, there is confusion as to whether they must be pursued "en masse" or whether an organisation can "cherry-pick" those most likely to offer immediate tactical business benefits, deferring the implementation of those tools which might be more profitably phased in as part of a longer term strategic implementation.
SUPERCHARGE YOUR FINANCE FUNCTION
The following piece seeks to define each of these terms and suggest ways in which they may directly be applied to improve the efficiency and effectiveness of analytical operations within the finance function.
The challenges of Big Data
Big Data is a term used to refer to the large-scale datasets routinely generated by organisations as part of their day-to-day business operations and/or interactions with their customers. As Gartner defines it:
"Big data is high volume, high velocity, and/or high variety information assets that require new forms of processing to enable enhanced decision making, insight discovery and process optimization."
Of course organisations have been generating high volumes of operational data since the beginning of the computer age, however, the challenges in storing and processing Big Data are determined not only by its volume, but also by its provenance. Since much of it is generated by external sources the resulting datasets are not only large, but also heterogeneous and unstructured. This makes them difficult to process using the centralised tools of the IT function, which traditionally require data to be rigidly formatted and homogenised before it can be queried.
Considered from this perspective then, the challenge of Big Data becomes less about how to manage its sheer volume and more about how it can be transformed to provide an effective input into the collation, analysis and forecasting processes of finance. These transformation processes need to ensure a high signal to noise ratio so that no important detail is missed, while simultaneously avoiding the "analysis-paralysis" that ensues from exposing users to every single data point in a large dataset.
In-Memory Machines: scaling up
One technology which is increasingly being seen as a solution for such challenges is the In-Memory Machine. Traditionally, data of all varieties has been stored on large-scale mechanical hard drives which are connected to servers via high-performance network architecture. While these drives are able to store enormous volumes of data, they cause bottlenecks when processing large datasets as each data point needs to be located, read and transmitted back to the processing job.
One tangible impact of these abstract hardware constraints is on the scope of reporting and business intelligence applications, since queries that require source data to be retrieved, calculated and consolidated across even a few large-scale dimensions can run into performance issues. This is regardless of whether results are calculated at query-time or overnight via a batch update cycle.
In-Memory technologies, such as the SAP's HANA platform, alleviate such bottlenecks by doing away with disk storage in favour of storing datasets in RAM. The single most impressive benefit of this approach is a massive improvement in processing performance, with many vendors claiming decreases in querying and consolidation times of anywhere between 25 to 100,000 times depending upon the technology and the task at hand.
Hadoop and noSQL: scaling out
If the notion of the In-Memory Machine can be seen as the traditional vertical "scale-up" approach to the aforementioned processing challenges, then technologies such as Hadoop and noSQL are tools which adopt the complementary horizontal notion of "scaling out".
Hadoop, for example, incorporates an infrastructure which forgoes the notion of deploying ever larger and more costly centralised "super-servers" to manage the exigencies of Big Data, eschewing them in favour of clusters of highly networked and highly redundant commodity servers.
Similarly, "noSQL" database technologies attempt to unlock the business value hidden within large unstructured datasets, by avoiding the rigidities imposed by centralised RDBMs in favour of schema-less data storage which takes advantage of the speed, scalability and increased capacity of modern day commodity servers to allow fast distributed processing of unstructured data.
The impact on back office processes
As a result of both of these vertical and horizontal scaling strategies, it is now feasible to greatly increase the breadth and depth of reporting and BI applications, enabling the development of analytic suites with multiple large dimensions, storing data down to the level of the individual day (where appropriate). Thus, it is possible to finally realise that holy-grail of analytics: the total top-to-bottom drilldown, where a user can navigate from total company level right down into the individual transactions which comprise a given figure.
Similarly, the ability to apply this increased horse power to the periodclose reporting processes will see endto-end cycle-times drop significantly as consolidation and collation processes, which used to take hours to complete, to be run in real time. Equally, when applied to planning functions, such increased scalability will enable the preparation of more accurate and detailed forecasts. For example, the storage and processing of data at a more granular level will enable Finance to perform cost assignments by deriving accurate drivers from large volumes of processed historical data rather than simply using rule-of-thumb assumptions and averages.
Predictive Analytics: multiple versions of the truth?
Traditional BI implementations collect, process and distribute existing business data to enable an insight into past performance. The 'single version of the truth' is then used to support decision-making at both strategic and operational levels of the business.
Predictive analytics, however, takes this notion of a backward-looking, lagging, indicator-driven notion of BI and turns it on its head. Instead, using vast volumes of historical data and the patterns in the data to accurately model what is most likely to happen next.
In the past such tools have required costly human resources or expensive specialised technology solutions. However, applications like SAP's Infinite Insight eschew complex interfaces and specialised statistical knowledge to enable business users to model likely outcomes as part of the standard BI dashboard. This allows the user to produce meaningful predictions which can then be applied to both short and long-term business opportunities or problems.
When these technologies are combined with the data harnessed by SAP HANA Machines or Hadoop arrays it becomes possible to radically alter the way which finance approaches planning and forecasting processes. Rather than applying 'educated guesswork' to statistically small samples of data it becomes possible to apply best-fit mathematical models to very large historical data volumes, enabling real-time prediction of the most likely outcomes using historical patterns. This has the potential to provide enormous competitive advantage to those finance functions which are able to feed these insights into their corporate decision-making processes.
Cloud Computing
Compared to the other technologies explored in this paper, Cloud Computing is a much broader and more far reaching concept. It refers to a hosted approach to IT resourcing which enables organisations to lease technology, infrastructure, applications, platforms and even business processes as services, which are then delivered over the internet or by high-speed custom networks.
As a consequence the resources that an organisation can bring to bear on a given business problem are no longer bounded by the capital it possesses, and can be scaled up or down as needed.
This potentially disruptive development has successfully been adopted as a leveraging tactic by SMEs, allowing them to level the playing field and compete with larger organisations. However, larger organisations are now beginning to understand the benefits such an approach can offer.
The immediate benefits are two-fold:
1. An organisation can convert many fixed IT costs into variable costs, allowing for these IT costs to be planned as a percentage -accord to business activities.
2. It can scale-up or down to meet business demand and/or constraints in real-time, empowering innovation and removing IT constraints on growth or other business objectives.
As such, it is deceptive to view this as purely an IT cost-cutting exercise. A recent survey by the London School of Economics showed that over half of executives surveyed felt that the primary appeal of cloud computing lay in its potential for wide spread business transformation. That is, by incorporating common back-office processes into the Cloud it is possible to drive out costs and increase efficiency across the business.
Caveat emptor
Assessing the value of any of these technologies is difficult in a world where vendor claims can be contradictory, misleading, and ultimately confusing. In the case of Cloud Computing, for example, there is considerable pressure from vendors to adopt their entire technology stack in a "one-size fits all" approach. Indeed, while this may provide a superficial measure of comfort, businesses should tread carefully in adopting it as a strategy since vendors are unlikely to highlight missing key-business processes or the lack of interoperability across components within a given offering.
Bear in mind also that most of these technologies are relatively new, and consequently experienced implementation resources may be limited, expensive or practically nonexistent. Moreover, being locked in to an inappropriate platform can be an expensive mistake to rectify.
Supercharging your finance function
Our experience suggests that it's rare for a business to come to the market with a need for all of these technologies simultaneously. So where to start? 
Table1
In the same way that a business traveller faced with a daily commute might decide to use a bus to get to work, buy a car or equip a pre-existing one with SatNav, each organisation will have different goals and target areas for the application of these technologies depending on its financial circumstances, needs and business context.
As a consequence it is advisable to develop an integrated technology and implementation strategy by answering the following key questions:
 What technology services does your business need?
Consider current business problems that need to be resolved and assess potential solutions from the standpoint of how completely they resolve the issue rather than simply opting for the most feature rich solution. Table 1 gives a list of the business processes areas which each technology can benefit along with indicators that these technologies are ripe for consideration.
 What are the quick wins?
Once you have isolated potential business needs, look which areas are the most likely to readily yield positive results in a relatively short time-frame. Moreover, an initially successful small-scale deployment will build confidence and provide a bridgehead from which to deploy other modules or technologies.
 What are the risks? With a likely initial project area selected assess (and if possible quantify) the risks of implementation failure and develop mitigation plans.
 What are the technology and skills requirements? Each solution has specific technology prerequisites and skills requirements. Bear in mind that since many of these technologies are in their infancy not only may they be expensive, but the skills (both internal and external) required to support them may be in short supply or need to be developed in-house.
 Who are you buying from?
There is obviously the temptation to buy the off-theshelf packages from a preexisting preferential vendor, but consider that particularly in the case of Cloud Computing that the relationship is likely to be a long one and that you will effectively be "locked-In" to that vendor's solution for a considerable period.
In summary then, there is no strict reason to deploy all of these technologies in any given business context at the same time. Moreover, since these technologies each offer discrete solutions to specific business problems, it is recommended to develop a roadmap comprising separate, interlocking tactical implementations as part of a broader strategy.
The deployment of discrete focused modules with clearly defined business benefits not only reduces the total level of risk involved with the deployment strategy as a whole, but helps to foster acceptance and buy-in throughout the organisation as one successful implementation provides the launch pad for the next phase of roll-out.
Established in 1996, Rinedata is dedicated to providing full project life cycle services across Financial Consolidation, Budgeting, Forecasting and Business Intelligence initiatives. Since our inception we have solely focused on delivering improved performance management systems across a wide range of businesses and in a multitude of differing infrastructure landscapes. We can demonstrably help our clients unlock the value of their IT investment, no matter where they may be in their financial systems evolution. 
